A  DESCRIPTION  AND  EVALUATION  OF  SYSTEMS. 
FOR  OPERATING  VENDING  STAND  PROGRAMS 
BY  STATE  AGENCIES  FOR  THE  BLIND. 
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A  DESCRIPTION  AND  EVALUATION  OP  SYSTEMS  FOR  OPERATING 
VENDING  STAND  PROGRAMS  BY  STATE  AGENCIES  FOR  THE  BLIND 


The  Service  for  the  Blind,  Rehabilitation  Division  of  the  Office 
of  Education,  has  received  a  number  of  inquiries  concerning  the  rela¬ 
tive  merits  of  different  systems  for  operating  vending  stand  programs 
by  agencies  for  the  blind.  The  three  most  commonly  used  systems  are 
described  in  this  bulletin.  For  convenience,  these  systems  are  desig¬ 
nated  as: 

(a)  The  Independent-operator  system 

(b)  The  Semi-controlled  system 

(c)  The  Centralized- control  system. 

These  designations  are  based  upon  the  degree  of  control  exercised 
by  the  agency  over  the  operating  privilege  for  the  stand  and  over  the 
operation  of  the  stand  by  the  blind  person.  The  evaluation  of  these 
systems  has  been  made  on  the  basis  of  a  number  of  years  of  experience 
of  many  workers  for  the  blind  both  in  this  and  other  countries.  The 
term  "agency"  as  used  in  this  bulletin  means  the  State  or  local  agency 
having  charge  of  the  placement  of  blind  persons  in  vending  stands. 

THE  INDEPENDENT -OPERATOR  SYSTEM 


Under  this  system  the  privilege  of  placing  a  stand  in  a  building 
or  plant  is  secured  by  the  agency.  ■  This  privilege  is  then  given  over 
unconditionally  to  a  blind  person,  who  purchases  his  own  fixtures, 
equipment  and  stock,  and  conducts  his  business  as  he  sees  fit.  The 
agency  assumes  no  responsibility.  The  operator  may  sell,  lease,  or 
bequeath  the  location  without  reference  to  the  agency. 

Experience  has  demonstrated  that  this  system  is  generally  unsatis¬ 
factory.  In  almost  every  case  in  the  course  of  time  the  operating 
privilege  is  withdrawn  by  the  grantor  because  of  slovenly,  inefficient 
operation,  or  the  stand  is  sold,  leased,  or  otherwise  disposed  of  to 
sighted  persons,  thus  taking  it  out  of  service  as  an  opportunity  for 
the  employment  of  a  blind  person. 


THE  SEMI -CONTROLLED  SYSTEM 


Under  this  system  the  agency  secures  the  operating  privilege  for 
the  stand  under  a  written  agreement  or  authorization  from  the  grantor, 
to  be  used  by  the  agency  exclusively  for  the  placement  of  a  blind  oper¬ 
ator.  The  agency  then  enters  into  a  written  agreement,  terminable  at 
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any  time,  with  a  "blind  person  for  the  establishment  and  operation  of 
the  st&nd,  under  one  of  the  following  plans: 

1.  The  operator  purchases  and  installs  his  own  equipment  and 
stock,  and  conducts  his  business  on  his  own  initiative  and  responsi¬ 
bility. 


2.  The  agency  purchases  and  installs  the  equipment,  and  in  come 
instances,  the  initial  stock,  with  a  provision  whereby  the  operator  is 
to  repay  the  agency  for  the  investment. 

3.  The  agency  installs  and  maintains  the  equipment  and  permits 
the  operator  to  use  it,  charging  him,  however,  a  rental  based  upon  the 
amount  of  the  investment.  If  the  agency  provides  the  initial  stock 
also,  the  agreement  stipulates  that  the  operator  shall  repay  the  in¬ 
vestment  in  installments. 

The  principal  objection  to  all  of  these  arrangements  is  that  they 
place  upon  the  operator  too  much  responsibility.  Most  blind  persons, 
before  being  placed  in  stands,  have  not  had  sufficient  experience  from 
which  to  judge  the  soundness  of  their  business  decisions  and  practices 
The  following  are  some  of  the  problems  that  inevitably  arise: 

(a)  If  the  operator  is  permitted  to  install  such  equipment  as 
his  resources  may  permit,  the  result  is  usually  a  shoddy,  unsightly, 
poorly  designed,  or  otherwise  unsatisfactory  installation. 

00  If,  in  acquiring  his  equipment  or  in  purchasing  and  maintain 
ing  his  stock,  the  operator  becomes  involved  in  debt,  his  debtors  may 
appeal  to  the  grantor  of  the  stand  concession  or  to  the  agency  for  the 
blind  for  settlement,  thus  embarrassing  the  agency  and  perhaps  result¬ 
ing  in  the  loss  of  the  concession. 

(c)  If  the  equipment  (stand  or  stock)  is  installed  by  the  agency 
to  be  repaid  by  the  operator,  there  is  a  strong  tendency  on  his  part 
to  assume  that  the  funds  used  were  provided  for  his  benefit,  and  that 
he  is  entitled  to  whatever  he  can  get.  Even  under  the  most  efficient 
administration  of  this  system,  there  is  nearly  always  considerable  dif 
ficulty  in  collecting  payments  from  the  operator,  and  enforcing  the 
degree  of  discipline  necessary  to  insure  success  of  the  operator  and 
the  business. 

(d)  If,  for  some  reason,  it  becomes  necessary'  to  remove  the 
operator,  the  agency  must  purchase  and  resell  the  operator’s  equity. 
Naturally  the  operator  will  object  to  accepting  a  lower  price  than 
he  has  paid,  and  the  succeeding  operator  will  object  to  paying  more 
than  the  market  price  for  second-hand  equipment.  Ill-will  toward 
the  agency  on  the  part  of  both  persons  usually  results.  In  almost 
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every  case,  liquidating  and  refinancing  the  stand  present  serious 
problems.  The  refinancing  of  stands,  v/hen  operators  are  changed, 
may  "become  particularly  serious  if  the  agency  has  a  considerable 
number  of  stands  but  limited  resources. 

(e)  Ownership  of  any  equity  in  the  stand  has  a  tendency  to  give 
the  operator  a  false  sense  of  security  and  independence,  particularly 
if  the  grantor  of  the  concession  appears  sympathetic.  Ho  may,  there¬ 
fore,  become  careless  in  the  conduct  of  his  business  and  unresponsive 
to  suggestions  or  advice  by  the  agency. 

Under  the  semi-controlled  system,  the  only  real  method  of  enforc¬ 
ing  discipline,  and  thus  of  assuring  to  some  degree  the  success  of  the 
operator,  is  through  the  agreement  entered  into  when  the  stand  is  in¬ 
stalled.  The  provisions  of  this  agreement,  therefore,  become  of  prime 
importance.  The  agreement  should  include  specific  statements  concern¬ 
ing  each  of  the  factors  involved  in  the  operation  of  the  stand.  In 
particular,  the  following  points  should  be  covered: 

1.  The  design  and  finish  of  the  equipment,  and  the  floor  space  to 
be  occupied,  if  the  equipment  is  to  be  purchased  and  installed  by  the 
operator;  the  specific  arrangement  for  repayment  for  stock  and  equip¬ 
ment,  if  provided  by  the  agency;  or  the  terms  of  rents! ,  if  such  arrange 
ment  is  made. 

2.  The  items  to  be  vended  from  the  stand,  the  amount  of  the  stock 
to  be  maintained,  and  the  regulations  governing  its  display. 

3.  Sanitation  of  the  stand. 

4.  Attendance  at  the  stand — hours  of  opening  and  closing. 

5.  Provisions  for  sighted  help,  if  required. 

6.  Amount  operator  may  draw  weekly  for  his  living  expenses. 

7.  Reports  to  be  submitted. 

8.  Payment  of  accounts  for  supplies  and  stock. 

9.  Credit  to  customers. 

10.  Conditions  under  which  the  operator  nay  be  removed. 

11.  Any  other  provisions  deemed  advisable  for  the  protection 

of  the  interests  of  both  the  agency  and  the  operator,  and  for  assurance 
that  the  stand  concession  will  continue  to  be  available  as  an  employment 
opportunity  for  a  blind  person. 

THE  CENTBALIZED-COUTROL  ST  STEM 


Briefly  stated,  the  centralized- control  system  is  a  system  by 
which  an  agency  for  the  blind,  State  or  local,  assumes  complete 
responsibility  for  the  establishment  and  maintenance  of  stands, and 
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for  the  employment,  training,  and  supervision  of  "blind,  persons  to 
operate  stands.  Under  this  system  the  operator  "becomes,  in  .effect, 
an  employee  of  the  agency,  and  as  such  is  relieved. of  the  responsi¬ 
bilities  of  general  management  of  the  "business.  Thus  he  can  devote 
his  entire  thought  and  effort  to  keeping  his  stock  in  good  condi¬ 
tion  and  to  increasing  his  sales.  Since  the  size  of  his  income  is 
dependent  upon  the  volume  of  his  sales,  the  system,  therefore,  offers 
particular  advantages  to  the  operator. 


Advantages  of  the  Cent rali zed-control  System 


Centralized  control  of  stand  operation  affords  a  number  of 
advantages  to  the  agency,  to  work  for  the  blind  in  general,  and 
to  the  operator  in  particular.  Some  of  these  advantages  are: 

(a)  Refinancing  of  established  stands  is  obviated. 

(b)  Expenditures  of  the  operator  for  personal  and  family 
needs  are  regulated,  inasmuch  as  a  weekly  allowance  and  a  monthly 
balance  are  provided* 

(c)  The  agency  has  a  source  of  operating  income.  With  a 
sufficient  number  of  stands,  this  income  will  be  adequate  to  pay 
all  operating  costs,  thus  permitting  the  use  of  public  and  other 
funds  for  capitalization  of  new  stands  and  for  other  services* 

(d)  The  operator  has  a  sense  of  economic  security,  while  the 
agency  is  in  a  position  to  exercise  such  control  and  discipline  as 
are  necessary  to  the  success  of  the .operator* 

(o)  Public  confidence  in  the  agency  and  in  the  blind  in  general 
is  greatly  enhanced. 

(f)  The  system  makes  it  possible  to  render  a  greater  good  to 
a  greater  number  of  the  blind  than  is  possible  under  the  other  sys¬ 
tems* 


The  objection  is  sometimes  raised  that  control  by  the  agency  of 
operation  of  a  stand  tends  to  destroy  the  initiative  of  the  operator 
and  unduly  to  control  his  freedom  of  action.  In  this  connection  it 
should  be  pointed  out  that  it  is  just  as  logical  for  the  agency  to 
control  the  ope rat  ion  of  a  stand,  as  an  employment  opportunity  for 
a  blind  person,  as  it  is  to  control  his  employment  in  a  sheltered 
workshop.  In  either  case  the  funds  of  the  agency  arc  used  to  pro¬ 
vide  employment  for  the  blind.  Thus  the  agency  has  a  "business 
obligation  to  see  to  it  that  the  individual  produces  according  to 
the  opportunity  provided-,  as  well  as  a  moral  obligation  to  sco  to 
it  that  he  succeeds,  thereby  increasing  the  chances  of  employment 
for  other  blind  persons* 
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A  properly  operated  control  system  will  produce  more  jobs  for 
the  blind  with  a  much  smaller  investment  than  is  possible  in  a 
workshop.  Whereas  in  a  majority  of  instances  the  per  capita  in¬ 
vestment  in  a  stand  does  not  exceed  $1,000,  the  per  capita  invest¬ 
ment  in  a  workshop  is  usually  from  $2,500  to  $4,000.  Furthermore, 
whereas  the  average  net  income  from  a  controlled  stand  is  $20  or 
more  per  week,  the  average  wage  in  a  workshop  seldom  exceeds  $10  per 
week,  and  in  many  instances,  even  this  small  income  is  not  earned 
but  is  paid  from  a  subsidy  fund. 

Obviously  the  establishment  of  a  centralized  control  system 
means  the  injection  of  business  management  into  social  work  to  an 
extent  greater  than  is  usual.  However,  when  it  is  considered  that 
the  blind  in  general  represent,  a  cross-section  of  the  general  popu¬ 
lation;  that  a  majority  of  failures  among  individuals  of  the  general 
population  who  engage  in  business  are  due  to  a  lack  of  business 
management  ability;  and  that  the  fact  of  blindness  does  not  tend  to 
increase  this  ability,  it  can  be  seen  readily  that  in  order  to  as¬ 
sure  success  to  the  greatest  number  of  blind  stand  operators,  it 
would  appear  not  only  advisable  but  necessary  that  they  be  relieved 
of  the  greater  part  of  managerial  responsibility. 

On  the  other  hand,  it  is  equally  obvious  that  the  whole  group 
of  operators  concerned  in  a  centralized  program  will  be  successful 
to  the  degree  that  the  agency  itself  has  managerial  ability  and 
adequate  facilities  for  supervision  and  control  of  the  program. 

Whatever  the  system  of  operation,  it  should  always  be  kept  in 
mind  that  each  blind  person  placed  in  a  stand  or  on  a  job  is  a 
representative  of  the  agency,  and  of  ail  blind  persons;  and  that 
public  opinion  of  the  agency  and  of  all  blind  persons  in  general 
is  influenced  favorably  or  unfavorably  by  the  appearance,  behavior, 
and  efficiency  of  this  representative.  It  is  important,  therefore, 
that  the  agency  in  any  case  exercise  such  control  as  may  be  neces¬ 
sary  to  build  up  and  maintain  public  good-will. 

PRINCIPLES  AND  METHODS  OF  THE  CENT  HAL I ZED- CONTROL  SYSTEM 


With  the  understanding  that  in  some  instances  methods  and  pro¬ 
cedures  of  control  must  be  adapted  to  conditions  existing  in  the 
State  or  locality,  the  following  procedures  and  principles  are  con¬ 
sidered  essential. 

Ownership  of  Stand 

The  operating  privilege  for  the  stand  location,  all  fixtures, 
equipment,  and  stock,  and  all  operating  funds  including  petty  cn,sh 
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must  "belong  to  the  agency.  Ownership  of  any  of  these  items  "by  the 
operator  inevitably  results  in  difficulty  when  an  operator  must  he 
disciplined  or  removed  from  a  stand.  In  no  case  should  an  operator 
he  permitted  to  develop  the  idea  and  attitude  that  the  privilege  of 
operating  a  stand  in  a  given  location  is  a  vested  right. 

S s t all i shm ent  of  the  Stand 

If  the  greater  part  of  the  sales  is  expected  to  he  made  to 
visitors  to  the  building,  the  stand  should  he  located  near  an  en¬ 
trance  to  the  building  or  near  the  most  frequently  used  elevator 
or  stairs.  If  the  greater  part  of  the.  sales  is  expected  to  he  made 
to  employees  of  the  building,  the  stand  should  he  located  in  the 
place  most  convenient  to  the  employees. 

The  fixtures  and  equipment  installed  must  conform  in  design  to 
that  of  the  interior  of  the  building  in  which  they  are  located. 

In  stocking  the  stand  it  is  advisable  in  the  beginning  to  pro¬ 
vide  an  ample  stock  of  as  wide  a  variety  of  articles  as  is  permissi¬ 
ble.  After  the  stand  has  been  in  operation  for  a  few  months,  the 
quantity  and  variety  of  articles  should  be  reduced,  retaining  those 
articles  for  which  there  is  a  regular  demand,  and  stocking  in  such 
quantity  as  can  be  economically  maintained. 

When  the  operator  is  placed  on  the  stand,  an  agent  of  the 
training  staff  of  the  agency  should  work  at  the  stand  with  the 
operator  for  at  least  one  week  and  should  train  him  in  every  pha.se 
of  his  duties  and  responsibilities.  The  beginning  period  is  a  pe¬ 
riod  during  which  the  operator  develops  habits  of  procedure,  be¬ 
havior,  and  salesmanship.  These  habits  may  be  the  basis  of  his 
success  or  of  his  failure.  Training  during  this  period  should, 
therefore,  be  thorough.  In  so  far  as  his  daily  procedures  in  the 
care  and  conduct  of  his  stand  are  concerned,  the  activities  of  the 
operator  should  become  rather  thoroughly  rout ini zed. 

Daily  Procedure  of  the  Operator 

(a)  The  operator  must  pay  cash  on  delivery,  from  money  re¬ 
ceived  from  sales,  for  all  supplies,  sighted  help,  if  any,  and 
for  all  other  co-operating  expenses.  If  a  rental  is  paid  for  the 
location,  it  should  bo  paid  by  the  agency  and  charged  to  the  st.nnd 
■as  described  under  "Agency  Income". 

(b)  The  operator  must  not  take  any  cash  or  merchandise  from, 
the  business  for  his  own  use.  If  merchandise  is  taken  by  him, 

it  must  be  paid  for  either  at  wholesale  or  retail  price,  prefera¬ 
bly  the  latter. 
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(c)  On  a  given  day  of  each  week  the  operator  must  submit  to 
the  agency  a  report  showing  receipts  for  all  expenditures,  invoices 
for  all  purchases,  amount  of  sales  for  each  day  and  for  the  week, 
and  the  amount  of  his  cash  balance. 

If  the  stand  is  not  located  in  the  city  in  which  the  agency  has 
its  office,  the  operator  is  required  to  make  deposits  in  a  bank 
selected  by  the  agency  and  in. its  name.  The  operator  mails  all  re¬ 
ports  including  bank  deposit  slips  to  the  office  and  receives  his 
wage  allowance  checks  by  mail*  If  the  stand  is  located  in  the  city 
in  which  the  agency  has  its  central  office  or  branch  office,  a 
sighted  staff  worker  calls  at  the  stand  once  each  week,  audits  the 
accounts,  collects  the  cash,  and  pays  the  operator.  These  calls 
should  be  made  regularly  on  a  specified  day  and  hour  of  the  week. 

The  operator  should  be  required  to  have  his  books  and  accounts  ready 
for  inspection  at  this  time.  One  staff  worker  can  call  on  about  five 
or  six  stands  per  day.  This  work  combined  with  the  necessary  office 
work  means  that  a  group  of  thirty  stands  constitutes  a  maximum  load 
for  an  agent . 

Operator*  s  Wage  Allowance 

Each  y/eek  when  the  report  is  made,  the  office  issues  a  weekly 
drawing  account  check  to  the  operator  as  his  wage  allowance.  This 
drawing  account  should  represent  the  minimum  the  stand  should  earn 
at  the  least  busy  season  of  the  year,  or  it  may  represent  the  average 
weekly  amount  the  stand  may  earn  provided  this  amount  does  not  exceed 
$15.00  per  week. 

Agency  Income 

The  agency  makes  a  charge  to  the  stands  each  four  weeks  as  fol¬ 
lows!  for  an  office  building  stand,  from  2'f  to  4  per  cent  of  total 
gross  sales;  for  an  industrial  lunch  service,  from  4  per  cent  to  S 
per  cent  of  total  gross  sales.  These  percentage  charges  are  designed 
to  meet  the  agency’s  cost  of  supervision,  depreciation,  repairs,  fire 
insurance,  public  liability,  yrorkmen’ s  compensation,  and  replacement 
of  the  larger  items  of  equipment.  In  industrial  cafeterias,  the  re¬ 
placement  of  small  items  such  as  cooking  utensils,  cutlery,  trays, 
etc.  is  charged  directly  to  the  stand  for  the  period  during  which  they 
are  supplied  and  form  a  part  of  the  cost  during  current  operation. 

This  is  necessary  in  order  to  require  the  operator  to  watch  carefully 
over  losses  in  these  items  that  occur  because  of  carelessness  and 
theft.  If  a  monthly  rental  is  paid  for  the  location,  this  should  be 
paid  by  the  agency  and  the  full  amount  charged  to  the  stand  on  the 
balance  sheet  as  part  of  the  operating  cost,  and  it  is  in  addition  to 
agency  charges.  .  Obviously,  rent,  agency  charges,  and  operator’s  draw¬ 
ing  account  are  deducted  from  the  total  deposit  before  net  profits 
are  given  to  the  operator.  In  office  buildings  and  hospital  stands, 
the  agency  replaces  and  repairs  a.ll  equipment.  The  amount  to  be 
assessed  for  each  stand  should  be  proportionate  to  the  income  of  the 
stand  and  to  the  amount  of  supervision  the  operator  requires. 
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Balance  Sheet 

Every  four  weeks  the  agency  prepares  a  "balance  sheet  for  the 
stand.  No  inventory  need  be  taken  for  this  purpose  because  inven¬ 
tories  do  not  change  greatly,  and  the  cost  of  talcing  them  is  exces¬ 
sive.  It  will  be  found  that  this  will  lead  to  a  certain  amount  of 
variation  in  gross  profit,  especially  if  the  stand  is  making  its 
purchases  from  a  central  warehouse  some  distance  from  its  location, 
and  orders  for  new  stock  are  not  placed  as  regularly  as  they  should 
bo.  However,  over  a  period  of  several  months  the  gross  profit  should 
be  up  to  average  if  the  stand  is  properly  managed. 

In  one  section  of  the  operating  statement  is  shown  the  total 
sales,  purchases,  gross  profit,  wages  of  sighted  help,  incidental  ex-' 
penses,  and  total  deposits  received  from  the  stand.  In  another  sec¬ 
tion  of  the  statement  is  shown  the  wage  allowance  paid  the  operator, 
the  agency  charges,  and  other  expenses  such  as  rent,  licenses,  re¬ 
placements,  and  any  other  expenses  paid  from  the  office  and  charged 
to  the  stand  during  the  period.  After  all  expenses  are  paid  from  the 
deposits,  the  amount  remaining  is  net  profit,  which  is  paid  to  the 
operator  by  check  with  a  statement  of  his  accounts.  Thus  the  oper¬ 
ator’s  total  income  for  the  period  is  the  total  of  his  wage  allowance 
and  his  net  profits. 

Statement  of  Losses 

If  there  is  not  net  profit,  that  is,  if  there  has  not  been  enough 
cash  deposited  to  pay  expenses,  the  loss  is  carried  forward  to  the 
following  period  and  is  paid  from  subsequent  net  profits.  The  oper¬ 
ator  does  not  receive  more  than  the  wage  allowance  until  the  loss  is 
paid.  If  the  loss  is  due  to  too  large  a  wage  allowance,  the  amount 
of  the  allowance  may  be  reduced.  If  due  to  other  causes  such  as  too 
much  sighted  help,  too  high  a  rent,  or  to  inefficiency,  it  is  neces¬ 
sary  to  determine  the  cause  and  make  the  necessary  adjustments. 

Revolving  Fund 

The  agency  should  have  a  contingency  fund  from  which  to  finance 
operating  losses  and  to  write  off  some  of  these  losses  at  the  end 
of  any  fiscal  year.  The  latter  expense  will  inevitably  occur  if 
operators  are  permitted  to  accumulate  losses  and  finally  have  to  be 
removed  from  the  stand.  Frequently  losses  incurred  in  one  location 
by  an  operator  can  be  collected  from  him  when  he  is  removed  and 
placed  in  a  different  stand.  Such  losses  are  then  transferred  to  his 
personal  loan  account,  and  deductions  are  made  from  the  net  profit 
of  the  new  stand  until  the  old  debt  is  paid.  If  the  loss  must  be 
written  off,  it  should- be  transferred  to  the  contingency  account ,  and 


8 


20792 


the  cont ingency  fund  should  he  reimbursed  from  the  general  or  ocher 
fund  if  possible.  The  number  and  amount  of  losses  of  this  kind  will 
depend  entirely  upon  the  efficiency  of  supervision. 

Department al  Account ing 

Funds  received  by  the  agency  from  the  percentage  charges  and 
supervision  assessments  should  be  credited  to  the  general  income 
account  of  the  department.  All  expenses  for  wages  of  the  agency 
staff,  repairs,  insurance,  travel,  etc.  should  be  charged  to  the 
general  fund  of  the  department.  If  there  is  a  net  departmental  loss, 
it  obviously  constitutes  a  part  of  the  operating  cost  of  the  depart¬ 
ment.  It  is  possible,  however,  to  make  the  department  entirely  self" 
supporting,  and  thus  to  use  public  money  only  for  capitalization  of 
new  locations. 

Checking  Inventories 

While  no  stock  inventories  are  taken  for  the  purpose  of  comput¬ 
ing  the  operating  balance  every  4  weeks,  the  "checking"  inventory 
on  stock  and  equipment  should  be  made  at  least  once  a  year,  even 
though  the  sane  operator  continue  on  the  same  stand  for  several  con¬ 
secutive  years.  A  checking  inventory  enables  the  agency  to  collect 
for  any  shortages  in  stock  or  equipment  as  they  occur.  Furthermore, 
such  inventories  bring  to  light  stock  or  equipment  which  have  been 
pushed  aside  or  forgotten  and  that  should  be  sold  or  removed  m  some 
other  stand,  where  it  can  be  sold  or  used. 

Removal  or  Transfer  of  an  Operator 

When  it  becomes  necessary  to  remove  an  operator  or  to  transfer 
him  to  a  new  location,  an  inventory  of  all  stock  and  equipment  mast 
be  taken,  and  his  axcount  with  the  agency  must  be  balanced.  He  should 
be  credited  with  any  values  in  excess  of  the  amount  charged  to  him, 
and  he  should  be  charged  for  shortage  found. 

If  the  operator  is  to  be  permanently  removed,  obviously  any 
shortages  must  be  collected  from  whatever  credit  he  may  have.  If 
this  is  insufficient,  the  amount  uncollectible  must  be  written  oif 
and  charged  to  the  concession  contingency  fund. 

If  the  operator  is  to  be  transferred  to  a  new  location,  it  is 
fair  that  any  shortage  from  the  old  stand  be  carried  forward  as  a 
charge  against  the  account  of  his  new  location,  and  a  reasonable 
amount  be  deducted  from  his  net  profits  each  month  until  the  debt  io 
paid* 
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In  removing  an  operator,  it  is  unwise  to  give  him  advance 
notice  of  the  action  to  he  taken.  To  do  so  is  usually  to  invite 
trouble  and  criticism.  It  gives  him  time  to  talk  to  his  customers 
and  to  arouse  public  sympathy  in  his  behalf.  The  public,  not  knowing 
the  facts  and  through  sympathy  for  the  blind  person,  more  frequently 
than  not  will  accept  the  statement  of  the  operator  as  against  that  of 
a  representative  of  the  agency.  The  blind  operator  should  of  course 
be  reminded  of  his  shortcomings  as  frequently  as  is  necessary,  and 
he  may — and  should — be  given  every  opportunity  to  correct  them;  but 
if  the  time,  comes  when  his  operation  of  the  stand  cannot  longer  be 
tolerated,  he  should  be  removed  instantly.  Any  other  procedure  will 
be  found  to  result  in  confusion  and  embarrassment  for  the  succeeding 
operator. 

Employment  and  Removal  of  Sighted  Help 

In  every  case  where  sighted  help  is  employed  to  work  with  a 
blind  person  in  a  stand,  such  persons  should  be  employed  through 
the  agency,  but  must  be  directly  responsible  to  the  operator  for 
discipline.  Each  sighted  person  employed  should  be  required  to 
submit  a  written  application  on  a  form  provided  by  the  agency.  This, 
form  should  include  a  statement  relieving  the  agency  of  the  necessity 
of  giving  advance  notice  of  dismissal,  if  his  work  proves  unsatisfac¬ 
tory.  If  removal  becomes  necessary,  such  removal  should  be  accom¬ 
plished  by  the  agency  promptly  and  without  advance  notice. 

A  suggested  form  of  application  for  employment  as  an  operator's 
helper  is  included  as  an  appendix  to  this  publication. 

SUPERVISION  0E  STAND  OPERATION 

Under  either  the  semi-controlled  or  the  centralized-control 
system,  the  agency  should  assume  responsibility  for  the  success  of 
the  operator.  The  personnel  of  the  agency  should  be  skillful  not 
only  in  the  selection  of  blind  persons  to  operate  stands,  but  also 
in  the  solution  of  personal  and  business  problems  that  arise  in 
dealing  with  operators.  The  problems  and  their  solutions  can  be 
discovered  and  resolved  only  through  adequate  and  thorough  super¬ 
vision. 

In  the  exercise  of  supervision  the  following  principles  should 
be  observed; 

(a)  7/hon  an  operator  is  placed  in  a  stand,  every  phase  of 
operation  including  the  purchase,  display,  maintenance  of  stock, 
accounting  and  reports,  and  the  mutual  obligations  between  the 
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agency  and  the  operator  should  he  thoroughly  explained  and  under¬ 
stood.  He  should  also  he  given  careful  instructions  concerning 
personal  hygiene  and  the  sanitation  of  his  stand.  A  thorough  under¬ 
standing  of  all  of  these  factors  constitutes  a  sound  basis  for 
supervision. 

(h)  After  the  stand  is  established  and  the  operator  has  been 
placed  and  given  adequate  training,  the  operation  of  the  stand  should 
be  continuously  and  rigidly  supervised  in  order  that  the  personal  and 
operating  problems  of  the  operator  may  be  promptly  discovered  and 
removed  or  alleviated.  It  is  especially  important  that  hopelessly 
inefficient  operators  be  removed  as  promptly  as  possible.  Otherwise 
the  operating  privilege  may  be  revoked,  and  an  employment  opportunity 
for  a  blind  person  be  lost. 

(c)  Adequate  record  keeping  is  an  essential  in  the  management 
and  supervision  of  stands.  This  statement  requires  no  amplifica¬ 
tion. 


It  is  well  to  keep  in  mind  that  supervision  does  not  mean  the 
casual  visiting  of  the  stand  by  a  staff  worker  and  the  recording  of 
his  visit.  True  supervision  means  the  checking  of  the  business  from 
every  angle — purchases,  sales,  cost  of  sighted  help,  housekeeping, 
and  of  the  personal  appearance  of  the  operator  and  his  helper. 

Properly  conceived,  supervision  constitutes  continuous  training 
for  the  operator  as  well  as  a  business-management  device  for  the 
agency.  This  conception  of  supervision  should  form  the  basis  for  the 
selection  of  the  stand  supervisory  staff.  Obviously  the  supervisory 
personnel  should  possess  business  ability  and  should  he  well-trained 
in  social  case  work.  Experience  has  shown  the  necessity  of  employing 
sighted  persons  for  supervisions  of  stands . 

In  addition  to  its  importance  in  assuring  success  of  the  operator, 
supervision  is  important  also  in  finding  new  concession  opportunities. 
The  fact  that  a  stand  will  be  given  continuous  supervision  by  the 
agency  is  one  of  the  strongest  selling  arguments  in  securing  new  con¬ 
cessions.  For  this,  if  for  no  other  reason,  it  can  he  said  that  as  a 
matter  of  good  administration  it  is  better  to  establish  a  smaller 
number  of  stands  and  provide  adequate  supervision  for  them  than  to 
establish  a  larger  number  without  it. 


CONCLUSION 


In  conclusion,  it  is  the  earnest  desire  of  the  Federal  Service  for 
the  Blind  that  the  operation  of  a  stand  program  he  conceived  as  a  matter 
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of  ’business-management  rather  than  as  a  matter  of  social  case  work* 
While  social  case  work  necessarily  forms  the  background  and  serves 
as  a  method  of  locating  the  " danger- spots"  in-  the  individual  co.se, 
it  must  bo  used  simply  as  a  means  to  the  final  result. 

The  final  result  desired  is  that  of  maintaining  blind  persons 
in  successful  stands  in  which  they  will  be  able  to  earn  their  living, 
and  thus  be  self-supporting,  self-respecting  citizens  of  their  com¬ 
munities.  The  responsibility  for  this  result  rests  definitely  with 
the  agency.  It  is  a  continuous  responsibility  and  one  that  can  not 
be  met  simply  by  placing  individual  blind  persons  in  stands  and 
leaving  them  to  sink  or  swim  as  their  initiative  and  business  ability 
may  determine.  Few  will  be  found  who  possess  the  ability  year  after 
year  to  succeed  without  contimxnis  guidance,  supervision,  and  active 
business  management  on  the  part  of  the  agency.  It  is  only  through 
the  assumption  of  its  responsibil ity  for  their  su.ccess  that  an  agency 
can  fulfill  its  obligation  to  operators,  to  the  blind  in  general,  and 
to  the  State  or  community  from  which  it  secures  its  funds. 
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APPENDIX  I 


Name _ 

Address 


Application  for  Sighted  Assistant  to  Stand  Operator 

P  lac  e _ _ 

_  Date _ 

Phone  No . 


Height  (approx) _ 

Married  or  Single 
Dependents  _ 


Weight  (approx) 
Age _ 


Where  and  what  experience  have  you  had  in  serving  the  public? 


Describe  any  health  condition  which  should  be  considered  in  your  employment 

- - - 


It  is  understood  and  agreed  that  if  employed,  contract  of  employment  may 
be  terminated  at  any  time  without  advance  notice. 


Signature 

Record  of  Employment  with  Agency 

Date  Employed  Where  Employed  Date  Terminated  Reason 
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APPENDIX  II 


Agreement  "between 
of  Stand  in 


the  Agency  for  the  Blind  and  Grantor 
other  than  a  Federal  Building 


AGREEMENT  made  this  day  of  19  BETWEEN 

(Owner  of  premises  where  stand  is  located),  hereinafter  known  as  the 
GRANTOR,  and  (Agency  for  Blind  and  address) 
hereinafter  known  as  the  GRANTEE. 

The  GRANTOR  hereby  leases  to  the  GRANTEE  for  the  period  of  one 
year  from  the  date  hereof,  space  within  its  premises  as  follows: 


for  the  consideration  of  a  rental  of  One  Dollar  ($1.00)  per  annum, 
and  agrees  that  the  right  to  sell  on  those  premises  such  articles  as 


to  employees  and  visitors  shall  "belong  exclusively  to  the  GRANTEE. 

The  GRANTOR  agrees  to  supply  the  light,  heat  and  fuel  necessary 
for  the  service  and  operation  of  this  concession. 

The  GRANTOR  further  agrees  that  the  GRANTEE  may  appoint  an  agent 
to  conduct  this  "business,  and  shall  have  the  privilege  of  supervising 
this  "business,  and  of  replacing  the  agent  at  will. 

The  GRANTOR  further  agrees  to  notify  the  GRANTEE  immediately  as 
to  any  misconduct  or  mismanagement  "by  the  agent  which  may  come  to  his 
attention. 

The  GRANTEE  agrees  to  install  suitable  equipment  in  the  space 
provided  by  the  GRANTOR,  for  the  serving  of  the  merchandise  agreed 
upon  to  the  employees  and  visitors  of  the  building. 

The  GRANTEE  further  agrees  to  place  in  the  stand  a  suitable  agent 
in  the  person  of  a  blind  man  or  woman  with  such  sighted  assistants  as 
may  be  necessary  to  carry  on  this  business  in  a  satisfactory  manner, 
and  x,o  meet  every  requirement  for  quality  of  merchandise  and  proper 
service. 

The  GRANTEE  will  remove  immediately  any  agent  or  employee  of  this 
concession  stand  who  is  unsuitable  or  unsatisfactory  to  carry  on  the 
business . 
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The  GRANTEE  further  agrees  that  none  of  its  agents  shall  he  con- 
sidered  as  employees  of  the  GRANTOR,  and  the  GRANTOR  shall  not  he 
liable  in  any  way  for  any  injury  sustained  to  the  person  of  these 
agents. 

■The  'GRANTEE  further  agrees  that  the  GRANTOR  shall  not  be  liable 
for  any  loss  of  property  of  the  GRANTEE  or  of  the  agents  thereof  which 
might  occur.  . 

The  GRANTEE  further  agrees  that  prices  charged  for  merchandise 
shall  not  exceed  regular  retail  prices. 

The  GRANTOR  agrees ■  to  allow  the  GRANTEE  to  remove  on  the  expira¬ 
tion  of  this  agreement  all  property,  fixtures  end  fittings  installed 
and  owned  by  the  GRANTEE  for  the  purpose  of  conducting  the  business 
before  described. 

THIS  AGREEMENT  AND  ALL  ITS  TERMS  shall  continue  after  the  expira¬ 
tion  of  the  above  period  subject  to  cancellation  upon  thirty  (30 ) 
days’  notice  by  either  party,  and  shall  inure  to  the  benefit  of  and 
be  binding  upon  the  parties  hereto,  their  successors  and  assigns. 

IN  WITNESS  OE  THIS  AGREEMENT  THE  PARTIES  HERETO  have  by  their 
proper  officers  hereunto  set  their  hands  and  have  affixed  their  cor¬ 
porate  seals  thereto. 

(SIGNED,  SEALED,  AND  DELIVERED 
(  in  the  presence  of 
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APPENDIX  III 

AGREEMENT  BETWEEN  OPERATOR  AND  AGENCY 


AGREEMENT  made  this  day  of  19  BETWEEN 

(Agency  for  the  Blind  and  address) 

hereunto  duly  authorized  OF  THE  FIRST  PART,  and  (Name  of  operator) 

of  (Address  of  Operator)  ,  hereinafter  called  the  "Operator" 

OF  THE  SECOND  PART. 

WHEREAS  the  Agency  has  acquired  from  the  (Name  of  Grantor  of  Con¬ 
cession)  the  right  to  operate  a  concession  stand  in  its  premises  located 
at  (Address  of  stand)  ,  and 

WHEREAS  the  Agency  desires  to  give  employment  to  the  Operator:- 

WITNESSETH 

1.  The  Agency  hereby  grants  to  the  Operator  the  enjoyment  of  the 
right  to  conduct  said  Business  with  the  understanding  that  such  enjoyment 
is  and  shall  Be  personal  only  to  the  Operator  and  may  Be  terminated  or 
ended  at  any  time  By  the  Agency. 

2.  In  consideration  of  the  covenant  of  the  Agency  in  the  foregoing 
paragraph,  the  Operator  undertakes: 

(a)  To  devote  his  Best  energies  and  full  time  in  the  conduct 
of  this  Business  and  to  notify  the  agency  in  case  of 
sickness  or  inability  to  continue  and  not  to  abandon  the 
stand  without  due  notice  to  the  agency. 

(b)  The  Operator  will  employ  necessary  competent  sighted  staff 
to  assist  him  in  conducting  his  Business  properly  and  will 
not  engage  or  discharge  such  help  without  the  approval  of 
the  agency  except  in  cases  of  extreme  necessity. 

(c)  To  keep  such  Books  of  accounts  in  connection  with  said 
Business  as  the  agency  may  prescribe,  the  agency  or  its 
nominees  to  inspect  such  Books  at  any  time  in  order  that 
the  agency  may  exorcise  supervision  over  the  conduct  of 
said  Business. 

3.  The  Agency  agrees  to  supply  all  necessary  equipment,  stock,  and 
operating  cash  for  the  conduct  of  the  Business  upon  the  following  terms: 
The  Operator  agrees: 

(a)  Not  to  represent  himself  as  the  owner  of  said  Business  or 
to  part  with  the  possession  of  any  portion  of  it,  and  to 
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notify  the  Agency  immediately  of  any  attempt  to  dispossess 
him  thereof  or  to  obtain  a  lien  or  execute  a  process  of  law 
thereon. 

(b)  Not  to  alter  said  equipment  without  the  written  consent  of 
the  Agency;  to  keep  said  equipment  in  good  repair;  and  to 
advise  the  Agency  regarding  its  condition  at  any  time  upon 
request. 

(c)  At  any  time  to  surrender  to  the  Agency  said  equipment  in  good 
order  and  condition,  except  for  reasonable  wear  and  tear. 

(d)  To  be  responsible  to  the  Agency  for  damage  and  depreciation 
and  losses  caused  to  said  equipment  by  his  fault  and  negli¬ 
gence  and  for  any  other  loss  due  to  his  failure  to  observe 
the  terms  and  conditions  of  this  agreement. 

(e)  That  he  will  not  purchase  any  equipment  for  use  in  this  busi¬ 
ness  without  the  permission  of  the  Agency  and  that  upon  termina¬ 
tion  of  his  employment,  all  equipment,  stock,  and  cash  remains 
the  property  of  the  Agency. 

(f)  Not  to  extend  credit  to  customers  except  on  approval  by  the 
Agency;  to  pay  cash  for  all  merchandise  and  once  each  week 
to  submit  a  report  to  the  Agency  of  total  sales  which  will 
contain  receipts  for  all  expenditures  and  all  net  cash  de¬ 
rived  from  sales. 

(g)  Not  to  Y/itlidraw  from  the  stand,  money  for  any  purpose  without 
the  knowledge  and  consent  of  the  Agency. 

4.  The  Operator  agrees  that  a  charge  of  not  to  oxceod  $  of  gross 

sales  shall  be  deducted  from  the  earnings  of  this  business  by  the  Agency 
to  cover  the  costs  of  maintenance  of  permanent  equipment,  depreciation  of 
the  working  apparatus,  supervision  and  such  other  expenses  as  may  be  in¬ 
curred. 


( Signed) _ 

Operator 


( Signed) _ 

Agency 


Wi  t  ne  s  s 


Witness 
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